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Fayol classified management functions into five categories as follows: 

(i) to forecast and plan, 

(ii) to organize, 

(iii) to command or to give orders, 

(iv) to co-ordinate, and 

(v) to control 

According to Koontz and O' Donnell, —The most useful method of classifying managerial activities 
is to group them around the functions of planning, organizing, staffing, directing, and controlling. — 
They think that coordination is not a separate function but is the essence of management. Thus, for 
the sake of analysis of there management process, we can classify the management functions into 
the following categories: 


Planning 


Controlling 



Organizing 


Staffing 


Directing 







Planning 

It is the basic function of management. Planning is the process of bridging the gap between where 
we are and where we want to be in the future. In other words, planning is —looking ahead, relating 
today's events with tomorrow's possibilities. 

According to KOONTZ, —Planning is deciding in advance - what to do, when to do & how to do. It 
bridges the gap from where we are & where we want to be. 

A plan is a future course of actions. 

It is an exercise in problem solving & decision making. 

Planning is determination of courses of action to achieve desired goals. 

Planning is a systematic thinking about ways & means for accomplishment of pre-determined goals. 

Planning is necessary to ensure proper utilization of human & non-human resources. 

It is all-pervasive, it is an intellectual activity and it also helps in avoiding confusion, uncertainties, 
risks, wastages etc. 

Planning is a process of seeking answer to some of the following particular questions: 

1. What is to be done? 

2. Why it is to be done? 

3. How the work will be done? 

4. Who will do the work? 

5. When the work will be done? 

6. Where the work will be done? 

Characteristics of Planning 
1. Planning is goal-oriented. 

a. Planning is made to achieve desired objective of business. 

b. The goals established should general acceptance otherwise individual efforts & energies will go 
misguided and misdirected. 

c. Planning identifies the action that would lead to desired goals quickly & economically. 

d. It provides sense of direction to various activities. E.g. Maruti Udhyog is trying to capture once 
again Indian Car Market by launching diesel models. 



2. Planning is looking ahead. 

a. Planning is done for future. 

b. It requires peeping in future, analyzing it and predicting it. 

c. Thus planning is based on forecasting. 

d. A plan is a synthesis of forecast. 

e. It is a mental predisposition for things to happen in future. 

3 . Planning is an intellectual process. 

a. Planning is a mental exercise involving creative thinking, sound judgement and imagination. 

b. It is not a mere guesswork 

c. A manager can prepare sound plans only if he has sound judgement, foresight and imagination. 

d. Planning is always based on goals, facts and considered estimates. 

4 . Planning involves choice & decision making. 

a. Planning essentially involves choice among various alternatives. 

b. Therefore, if there is only one possible course of action, there is no need planning because there 
no choice. 

c. Thus, decision making is an integral part of planning. 

d. A manager is surrounded by no. of alternatives. He has to pick the best depending upon 
requirements & resources of the enterprises. 

5. Planning is the primary function of management / Primacy of Planning. 

a. Planning lays foundation for other functions of management. 

b. It serves as a guide for organizing, staffing, directing and controlling. 

c. All the functions of management are performed within the framework of plans laid out. 

d. Therefore planning is the basic or fundamental function of management. 

6 . Planning is a Continuous Process. 

a. Planning is a never ending function due to the dynamic business environment. 



b. Plans are also prepared for specific period f time and at the end of that period, plans are subjected 
to revaluation and review in the light of new requirements and changing conditions. 

c. Planning never comes into end till the enterprise exists issues, problems may keep cropping up and 
they have to be tackled by planning effectively. 


7. Planning is all Pervasive. 

a. It is required at all levels of management and in all departments of enterprise. 

b. Of course, the scope of planning may differ from one level to another. 

c. The top level may be more concerned about planning the organization as a whole whereas the 
middle level may be more specific in departmental plans and the lower level plans implementation of 
the same. 

8. Planning is designed for efficiency. 

a. Planning leads to accomplishment of objectives at the minimum possible cost. 

b. It avoids wastage of resources and ensures adequate and optimum utilization of resources. 

c. A plan is worthless or useless if it does not value the cost incurred on it. 

d. Therefore planning must lead to saving of time, effort and money. 

e. Planning leads to proper utilization of men, money, materials, methods and machines. 

9. Planning is Flexible. 

a. Planning is done for the future. 

b. Since future is unpredictable, planning must provide enough room to cope with the changes in 
customers demand, competition, govt, policies etc. 

c. Under changed circumstances, the original plan of action must be revised and updated to male it 
more practical. 


Steps in Planning Function 

Planning function of management involves following steps 

1. Establishment of objectives 

a. Planning requires a systematic approach. 

b. Planning starts with the setting of goals and objectives to be achieved. 

c. Objectives provide a rationale for undertaking various activities as well as indicate direction of 
efforts. 


d. Moreover objectives focus the attention of managers on the end results to be achieved. 



e. As a matter of fact, objectives provide nucleus to the planning process. Therefore, objectives 
should be stated in a clear, precise and unambiguous language. Otherwise the activities undertaken 
are bound to be ineffective. 

f. As far as possible, objectives should be stated in quantitative terms. For example, Number of men 
is working, wages given, units produced, etc. But such an objective cannot be stated in quantitative 
terms like performance of quality control manager, effectiveness of personnel manager. 

g. Such goals should be specified in qualitative terms. 

h. Hence objectives should be practical, acceptable, workable and achievable. 

2. Establishment of Planning Premises 

a. Planning premises are the assumptions about the lively shape of events in future. 

They serve as a basis of planning. 

c. Establishment of planning premises is concerned with determining where one tends to deviate 
from the actual plans and causes of such deviations. 

d. It is to find out what obstacles are there in the way of business during the course of operations. 

e. Establishment of planning premises is concerned to take such steps that avoid these obstacles to a 
great extent. 

f. Planning premises may be internal or external. Internal includes capital investment policy, 
management labour relations, philosophy of management, etc. Whereas external includes socio¬ 
economic, political and economical changes. 

g. Internal premises are controllable whereas external are non- controllable. 

3. Choice of alternative course of action 

a. When forecast are available and premises are established, a number of alternative course of actions 
have to be considered. 

b. For this purpose, each and every alternative will be evaluated by weighing its pros and cons in the 
light of resources available and requirements of the organization. 

c. The merits, demerits as well as the consequences of each alternative must be examined before the 
choice is being made. 

d. After objective and scientific evaluation, the best alternative is chosen. 

e. The planners should take help of various quantitative techniques to judge the stability of an 
alternative. 

4. Formulation of derivative plans 

a. Derivative plans are the sub plans or secondary plans which help in the achievement of main plan. 



b. Secondary plans will flow from the basic plan. These are meant to support and expedite the 
achievement of basic plans. 

c. These detail plans include policies, procedures, rules, programmes, budgets, schedules, etc. For 
example, if profit maximization is the main aim of the enterprise, derivative plans will include sales 
maximization, production maximization, and cost minimization. 

d. Derivative plans indicate time schedule and sequence of accomplishing various tasks. 

5. Securing Co-operation 

a. After the plans have been determined, it is necessary rather advisable to take subordinates or those 
who have to implement these plans into confidence. 

b. The purposes behind taking them into confidence are 

a. Subordinates may feel motivated since they are involved in decision making process. 

b. The organization may be able to get valuable suggestions and improvement in formulation as well 
as implementation of plans. 

c. Also the employees will be more interested in the execution of these plans. 

6. Follow up!Appraisal of plans 

a. After choosing a particular course of action, it is put into action. 

b. After the selected plan is implemented, it is important to appraise its effectiveness. 


This is done on the basis of feedback or information received from departments or persons 
concerned. 

d. This enables the management to correct deviations or modify the plan. 

e. This step establishes a link between planning and controlling function. 

f. The follow up must go side by side the implementation of plans so that in the light of observations 
made, future plans can be made more realistic. 

MERITS AND DEMERITS OF PLANNING 

1. Planning facilitates management by objectives. 

a. Planning begins with determination of objectives. 

b. It highlights the purposes for which various activities are to be undertaken. 

c. In fact, it makes objectives more clear and specific. 

d. Planning helps in focusing the attention of employees on the objectives or goals of enterprise. 



e. Without planning an organization has no guide. 

f. Planning compels manager to prepare a Blue-print of the courses of action to be followed for 
accomplishment of objectives. 

g. Therefore, planning brings order and rationality into the organization. 

2. Planning minimizes uncertainties. 

a. Business is full of uncertainties. 

b. There are risks of various types due to uncertainties. 

Planning helps in reducing uncertainties of future as it involves anticipation of future events. 

d. Although future cannot be predicted with cent percent accuracy but planning helps management to 
anticipate future and prepare for risks by necessary provisions to meet unexpected turn of events. 

e. Therefore with the help of planning, uncertainties can be forecasted which helps in preparing 
standbys as a result, uncertainties are minimized to a great extent. 

3. Planning facilitates co-ordination. 

a. Planning revolves around organizational goals. 

b. All activities are directed towards common goals. 

c. There is an integrated effort throughout the enterprise in various departments and groups. 

d. It avoids duplication of efforts. In other words, it leads to better co-ordination. 

e. It helps in finding out problems of work performance and aims at rectifying the same. 

4. Planning improves employee’s moral. 

a. Planning creates an atmosphere of order and discipline in organization. 

b. Employees know in advance what is expected of them and therefore conformity can be achieved 
easily. 

c. This encourages employees to show their best and also earn reward for the same. 

d. Planning creates a healthy attitude towards work environment which helps in boosting employees 
moral and efficiency. 


5. Planning helps in achieving economies. 



a. Effective planning secures economy since it leads to orderly allocation of resources to various 
operations. 

b. It also facilitates optimum utilization of resources which brings economy in operations. 

c. It also avoids wastage of resources by selecting most appropriate use that will contribute to the 
objective of enterprise. For example, raw materials can be purchased in bulk and transportation cost 
can be minimized. At the same time it ensures regular supply for the production department, that is, 
overall efficiency. 

5. Planning facilitates controlling. 

a. Planning facilitates existence of certain planned goals and standard of performance. 

b. It provides basis of controlling. 

c. We cannot think of an effective system of controlling without existence of well thought out plans. 

d. Planning provides pre-determined goals against which actual performance is compared. 

e. In fact, planning and controlling are the two sides of a same coin. If planning is root, controlling is 
the fruit. 

6. Planning provides competitive edge. 

a. Planning provides competitive edge to the enterprise over the others which do not have effective 
planning. This is because of the fact that planning may involve changing in work methods, quality, 
quantity designs, extension of work, redefining of goals, etc. 

b. With the help of forecasting not only the enterprise secures its future but at the same time it is able 
to estimate the future motives of it‘s competitor which helps in facing future challenges. 

c. Therefore, planning leads to best utilization of possible resources, improves quality of production 
and thus the competitive strength of the enterprise is improved. 

7. Planning encourages innovations. 

a. In the process of planning, managers have the opportunities of suggesting ways and means of 
improving performance. 

b. Planning is basically a decision making function which involves creative thinking and imagination 
that ultimately leads to innovation of methods and operations for growth and prosperity of the 
enterprise. 

Disadvantage of Planning 
Internal Limitations 

There are several limitations of planning. Some of them are inherit in the process of planning like 
rigidity and other arise due to shortcoming of the techniques of planning and in the planners 
themselves. 



1. Rigidity 

a. Planning has tendency to make administration inflexible. 

b. Planning implies prior determination of policies, procedures and programmes and a strict 
adherence to them in all circumstances. 

c. There is no scope for individual freedom. 

d. The development of employees is highly doubted because of which management might have faced 
lot of difficulties in future. 

e. Planning therefore introduces inelasticity and discourages individual initiative and 
experimentation. 

2. Misdirected Planning 

a. Planning may be used to serve individual interests rather than the interest of the enterprise. 

b. Attempts can be made to influence setting of objectives, formulation of plans and programmes to 
suit ones own requirement rather than that of whole organization. 

c. Machinery of planning can never be freed of bias. Every planner has his own likes, dislikes, 
preferences, attitudes and interests which is reflected in planning. 

3. Time consuming 

a. Planning is a time consuming process because it involves collection of information, its analysis 
and interpretation thereof. This entire process takes a lot of time specially where there are a number 
of alternatives available. 

b. Therefore planning is not suitable during emergency or crisis when quick decisions are required. 

4. Probability in planning 

a. Planning is based on forecasts which are mere estimates about future. 

b. These estimates may prove to be inexact due to the uncertainty of future. 

c. Any change in the anticipated situation may render plans ineffective. 

d. Plans do not always reflect real situations inspite of the sophisticated techniques of forecasting 
because future is unpredictable. 

e. Thus, excessive reliance on plans may prove to be fatal. 

5. False sense of security 

a. Elaborate planning may create a false sense of security to the effect that everything is taken for 
granted. 

b. Managers assume that as long as they work as per plans, it is satisfactory. 

c. Therefore they fail to take up timely actions and an opportunity is lost. 



d. Employees are more concerned about fulfillment of plan performance rather than any kind of 
change. 

6. Expensive 

a. Collection, analysis and evaluation of different information, facts and alternatives involves a lot of 
expense in terms of time, effort and money 

b. Accoring to Koontz and 0‘Donell,‘ Expenses on planning should never exceed the estimated 
benefits from planning. ‘ 

External Limitations of Planning 

1. Political Climate- Change of government from Congress to some other political party, etc. 

2. Labour Union- Strikes, lockouts, agitations. 

3. Technological changes- Modern techniques and equipments, computerization. 

4. Policies of competitors- Eg. Policies of Coca Cola and Pepsi. 

5. Natural Calamities- Earthquakes and floods. 

6. Changes in demand and prices- Change in fashion, change in tastes, change in income level, 
demand falls, price falls, etc. 

SIGNIFICANCE OF PLANNING 

Planning is the first step in the management process. It ensures that the employees of an organization 
carry out their work in a systematic and methodical manner. It also helps coordinate and control 
various tasks and makes sure that resources are used optimally. 

1. Focuses Attention on Objectives 

2. Offsets Uncertainty and Risk 

3. Provides Sense of Direction 

4. Provides Guidelines for Decision-making 

5. Increases Organizational Effectiveness 

6. Provides Efficiency in Operations 

7. Ensures Better Coordination 

8. Facilitates Control 

9. Encourages Innovation and Creativity 

10. Facilitates Delegation 


Requirements of a Good Plan 

An effective and sound plan should have the following features: 



(a) Clear objective The purpose of plans and their 
components is to develop and facilitate the realisation of 
organizational objectives. The statement on objectives 
should be clear, concise, definite and accurate. It should not 
be coloured by bias resulting from emphasis on personal 
objectives. 

(b) Proper understanding. A good plan is one which is well 
understood by those who have to execute it. It must be 
based on sound assumptions and soundreasoning. 

(c) Flexible. The principle of flexibility states that management 
should be able to change an existing plan because of change 
in environment without undue extra cost or delay so that 
activities keep moving towards the established goals. Thus, a 
good plan should be flexible to accommodate future 
uncertainities. 

(d) Stable. The principle of stability states that the basic feature 
of the plan shouldltnot be discarded or modified because of 
changes in external factors such as population trends, 
technological developments, or unemployment. 

(e) Comprehensive. A plan is said to be comprehensive when 
it covers each and every aspect of business. It should 
integrate the various administrative plans so that the whole 
organization operates at peak efficiency. 

(fjEconomical. A plan is said to be good, if it is as economical 
as possible, depending upon the resources available with the 
organization. 


Organising 

Organizing is the function of management that involves developing an 
organizational structure and allocating human resources to ensure the 
accomplishment of objectives. The structure of the organization is the framework 
within which effort is coordinated. The structure is usually represented by an 
organization chart, which provides a graphic representation of the chain of 
command within an organization. Decisions made about the structure of an 
organization are generally referred to as organizational design decisions. 
Organizing also involves the design of individual jobs within the organization. 
Decisions must be made about the duties and responsibilities of individual jobs, as 
well as the manner in which the duties should be carried out. Decisions made about 
the nature of jobs within the organization are generally called “job design” 
decisions. 

Organizing at the level of the organization involves deciding how best to 
departmentalize, or cluster, jobs into departments to coordinate effort effectively. 
There are many different ways to departmentalize, including organizing by 
function, product, geography, or customer. Many larger organizations use multiple 



methods of organizing. 


Importance of Organizing Function 

1. Specialization - Organizational structure is a network of relationships in which the work is 
divided into units and departments. This division of work is helping in bringing specialization in 
various activities of concern. 

2. Well defined jobs - Organizational structure helps in putting right men on right job which can be 
done by selecting people for various departments according to their qualifications, skill and 
experience. This is helping in defining the jobs properly which clarifies the role of every person. 

3. Clarifies authority - Organizational structure helps in clarifying the role positions to every 
manager (status quo). This can be done by clarifying the powers to every manager and the way he 
has to exercise those powers should be clarified so that misuse of powers does not take place. Well 
defined jobs 

and responsibilities attached helps in bringing efficiency into managers working. This helps in 
increasing productivity. 

4. Co-ordination - Organization is a means of creating co- ordination among different departments 
of the enterprise. It creates clear cut relationships among positions and ensures mutual co- operation 
among individuals. Harmony of work is brought by higher level managers exercising their authority 
over interconnected activities of lower level manager. 

Authority responsibility relationships can be fruitful only when there is a formal relationship between 
the two. For smooth running of an organization, the co- ordination between authority- responsibilities 
is very important. There should be co- ordination between different relationships. Clarity should be 
made for having an ultimate responsibility attached to every authority. There is a saying, —Authority 
without responsibility leads to ineffective behaviour and responsibility without authority makes 
person ineffective.“ Therefore, co- ordination of authority- responsibility is very important. 

5. Effective administration - The organization structure is helpful in defining the jobs positions. 

The roles to be performed by different managers are clarified. Specialization is achieved through 
division of work. This all leads to efficient and effective administration. 

6. Growth and diversification - A company‘s growth is totally dependant on how efficiently and 
smoothly a concern works. Efficiency can be brought about by clarifying the role positions to the 
managers, co-ordination between authority and responsibility and concentrating on specialization. In 
addition to this, a company can diversify if its potential grows. This is possible only when the 
organization structure is well- defined. This is possible through a set of formal structure. 

7. Sense of security - Organizational structure clarifies the job positions. The roles assigned to every 
manager are clear. Co- ordination is possible. Therefore, clarity of powers helps automatically in 
increasing mental 

satisfaction and thereby a sense of security in a concern. This is very important for job- satisfaction. 

8. Scope for new changes - Where the roles and activities to be performed are clear and every 
person gets independence in his working, this provides enough space to a manager to develop his 
talents and flourish his knowledge. A manager gets ready for taking independent decisions which can 
be a road or path to adoption of new tech Principles of Organizing Function The organizing 



process can be done efficiently if the managers have certain guidelines so that they can take decisions 
and can act. To organize in an effective manner, the following principles of organization can be used 
by a manager. 

1. Principle of Specialization 

According to the principle, the whole work of a concern should be divided amongst the subordinates 
on the basis of qualifications, abilities and skills. It is through division of work specialization can be 
achieved which results in effective organization. 

2. Principle of Functional Definition 

According to this principle, all the functions in a concern should be completely and clearly defined to 
the managers and subordinates. This can be done by clearly defining the duties, responsibilities, 
authority and relationships of people towards each other. Clarifications in authority- responsibility 
relationships helps in achieving co- ordination and thereby organization can take place effectively. 
For example, the primary functions of production, marketing and finance and the authority 
responsibility relationships in these departments should be clearly defined to every person attached to 
that department. Clarification in the authority-responsibility relationship helps in efficient 
organization. 

3. Principles of Span of Control/Supervision 

According to this principle, span of control is a span of supervision which depicts the number of 
employees that can be handled and controlled effectively by a single manager. According to this 
principle, a manager should be able to handle what number of employees under him should be 
decided. This decision can be taken by choosing either from a wide or narrow span. There are two 
types of span of control:- 

a. Wide span of control- It is one in which a manager can supervise and control effectively a large 
group of persons at one time. The features of this span are:- 

a. Less overhead cost of supervision 

b. Prompt response from the employees 

c. Better communication 

d. Better supervision 

e. Better co-ordination 

f. Suitable for repetitive jobs 

According to this span, one manager can effectively and efficiently handle a large number of 
subordinates at one time. 

b. Narrow span of control- According to this span, the work and authority is divided amongst many 
subordinates and a manager doesn't supervises and control a very big group of people under him. The 
manager according to a narrow span supervises a selected number of employees at one time. The 
features are:- 

a. Work which requires tight control and supervision, for example, handicrafts, ivory work, etc. 
which requires craftsmanship, there narrow span is more helpful. 

b. Co-ordination is difficult to be achieved. 

c. Communication gaps can come. 

d. Messages can be distorted. 

e. Specialization work can be achieved. 



Factors influencing Span of Control 

Managerial abilities- In the concerns where managers are capable, qualified and experienced, wide 
span of control is always helpful. Competence of subordinates- Where the subordinates are capable 
and competent and their understanding levels are proper, the subordinates tend to very frequently 
visit the superiors for solving their problems. In such cases, the manager can handle large number of 
employees. Hence wide span is suitable. Nature of work- If the work is of repetitive nature, wide 
span of supervision is more helpful. On the other hand, if work requires mental skill or 
craftsmanship, tight control and supervision is required in which narrow span is more helpful. 
Delegation of authority- When the work is delegated to lower levels in an efficient and proper way, 
confusions are less and congeniality of the environment can be maintained. In such cases, wide span 
of control is suitable and the supervisors can manage and control large number of sub- ordinates at 
one time. Degree of decentralization- Decentralization is done in order to achieve specialization in 
which authority is shared by many people and managers at different levels. In such cases, a tall 
structure is helpful. There are certain concerns where decentralization is done in very effective way 
which results in direct and personal communication between superiors and sub- ordinates and there 
the superiors can manage large number of subordinates very easily. In such cases, wide span again 
helps. 

4. Principle of Scalar Chain 

Scalar chain is a chain of command or authority by which communication is affected, overlapping of 
work is avoided and easy organization takes place. A scalar chain of command facilitates work flow 
in an organization which helps in achievement of effective results. As the authority flows from top to 
bottom, it clarifies the authority positions to managers at all level and that facilitates effective 
organization. 

5. Principle of Unity of Command 
It implies one subordinate-one 
superior relationship. Every 
subordinate is answerable and 
accountable to one boss at one time. 

This helps in avoiding communication 
gaps and feedback and response is 
prompt. Unity of command also helps 
in effective combination of resources, 
that is, physical, financial resources 
which helps in easy co- ordination 
and, therefore, effective organization. 

Authority Flows from Top to 
Bottom 

Managing Director 
Marketing Manager 
Sales/ Media Manager 

Salesmen 

According to the above diagram, the Managing Director has got the highest level of authority. This 
authority is shared by the Marketing Manager who shares his authority with the Sales Manager. From 
this chain of hierarchy, the official chain of communication becomes clear which is helpful in 
achievement of results and which provides stability to a concern. This scalar chain of command 



always flows from top to bottom and it defines the authority positions of different managers at 
different levels. 


STAFFING 

An organization requires the services of human beings. They 
are the dynamic elements of it. Without the right kind of 
persons, an organisation structure is only an unproductive 
empty shell. Thus, any person occupying a position should 
have enough talent to meet its requirements. Staffing basically 
involves matching jobs and individuals. It involves a number 
of functions such as planning, selection, training and appraisal 
of the individuals in the organisation. 

Meaning of Staffing 

The term staffing stands for manning various positions in the 
organisation. It is defined as “the process involved in 
identifying, assessing, placing, evaluating and developing 
individuals at work.” According to Theo Haiman, “Staffing 
function is concerned with the placement, growth and 
development of all those members of the organisation whose 
function is to get things done through the efforts of other 
individuals.” In the words of Koontz and O’Donnell, “The 
staffing function pertains to the recruitment, selection, 
development, training and compensation of subordinate 
managers.” 

The staffing function of management pertains to the 
determination of manpower requirements of the organisation 
and providing it with adequate number of competent people at 
all its levels. Thus manpower planning, recruitment, training 
and development, appraisal and remuneration of workers are 
included in staffing. 

Need and Importance of Staffing 

Since efficient managers are an asset in every enterprise, the need 
for them is increasing day-by-day. Several reasons which have 
increased the importance of the staffing function of 
management are as follows: 

1. Better performance. Since performance of an organisation 
depends on the quality of the persons employed, the 
function of staffing is very significant. 

2. Use of technology. With technological changes taking place 
everyday, the right type of persons are required to make use 
of the technology. 

3. Development of manpower. In order to avoid a sudden 
disruption in the enterprise activities, the manpower 
requirement should be decided beforehand. 

4. Optimum use of manpower. Although every concern 



spends some money on its personnel by way of recruitment, 
selection, training, wages, and salaries, it can enjoy optimum 
results only through efficient staffing. 

5. Recognition of human relations. Human factor 
determines the success of a business enterprise to a great 
extent. Thus, the morale of the employees should be kept 
high through various financial and non-financial incentives 
and the right kind of working conditions 

Steps in the Staffing Process 

The various steps in the staffing process are as follows: 

1. Manpower planning. It is the determination of the future 
requirement of personnel. 

2. Recruitment and selection. It involves selecting the best 
candidates from among the applicants to fill various jobs in 
the organisation. 

3. Placement. It is assigning the right job to the right person 
in the organisation. 

4. Training and development. Every organization has some 
special jobs that need certain specialised skills. Thus, the staff 
appointed has to be trained and their abilities have to be 
developed commensurate with the organisational objectives. 

5. Compensation or remuneration. It is concerned with 
developing a system of adequate and equitable remuneration 
of personnel commensurate with their contribution to the 
objectives of the organisation. 

6. Performance appraisal. It deals with the appraisal of the 
workers’ performance. 

Principles of Staffing 

1. Principle of the Objective of Staffing 

The objective of staffing is to ensure that organization roles are 
filled by those qualified employees who are able and willing to 
occupy them. 

2. Principle of Staffing 

The clearer the definition of organization roles and their human 
requirement and the better the technique of manager appraisal 
and training employed, the higher the managerial quality. 

3. Principle of Job Definition 

The more precisely the results expected from managers are 
identified, the more clearly their position can be defined 

4. Principle of Managerial Appraisal 

The more clearly, verifiable objectives and required managerial 



activities are identified the more precise can be the appraisal of 
mangers against these criteria 

5. Principle of Training Objective 

The more precisely the training objectives are stated; the more 
likely are the chances of achieving them. 


Meaning and Definition 


Leadership 


Leadership is a part of management and one of the most 
significant elements of direction. A leader mayor may not be 
manager but a manager must be a leader. A manager as a leader 
must lead his subordinates and also inspire them to achieve 
organisational goals. Thus leadership is the driving force, which 
gets the things done by others. 


Leadership represents an abstract quality in a man. It is a 
psychological process of influencing followers or subordinates 
and providing guidance to them. Thus the essence of 
leadership is ‘followership’. It is the followers who make a 
person as leader. An executive has to earn followers. He may get 
subordinates because he is in authority but he may not get a 
follower unless he makes the people to follow him. Only 
willing followers can and will make him a leader. 

According to Chester Barnard, “leadership is the quality of 
behaviour of individuals whereby they guide people or their 
activities in organising efforts.” A leader interprets the objectives 
of the people working under him and guides them towards the 
accomplishment of those objectives. In the words of Koontz 
and O’Donnell, “Leadership is the ability of a manager to 
induce subordinates to work with zeal and confidence.” Thus 
the primary job of a leader is to build a team for the 
achievement of organisational goals. 

Characteristics of Leadership 


The various features of leadership are as follows 

1. It is a personal quality of character and behaviour in man, 
which enables him to exert internal personal influence. 

2. It pre-supposes the existence of a group of followers. 

3. It is concerned with the laying down of objectives and 
policies for the followers, motivating them and coordinating 
their efforts to accomplish the objectives. 

4. Its style may differ from situation to situation. 

5. It is the ability to persuade others and to motivate them to 



work for accomplishing certain objectives. 

6. It is a process of influence exercised by the leader on 
members of a group. 

7. It involves an unequal distribution of authority among 
leaders and group members. Leaders can direct some of the 
activities of group members and the group members obey 
the leader’s directions. But the group members cannot 
similarly direct the leader’s activities. 

Importance of Leadership 

Leadership is a process of influence on a group. Thus effective 
leadership is highly essential in inspiring the people for 
accomplishing specified objectives. 

According to P.F. Drucker, 

good leadership is a must for the success of a business but 
business leaders are the scarcest resources of any enterprise. 
John G. Gloves, in his book, Fundamentals of Professional 
Management, states that “more failures of business concerns are 
attributable to poor leadership than to any other cause.” All 
these emphasise the importance of leadership in achieving the 
organisational goals. 

The importance of leadership in management will be more clear 
if the following functions performed by the leaders are known: 

1. Determination of goals: A leader carries out the creative 
function of laying down goals and policies for the followers. 

2. Organisation of activities: A good leader divides 
organisational activities among the employees in a systematic 
way. It helps to reduce the chances of conflict between them. 

3. Accomplishing coordination: A leader directs and unifies 
the efforts of the individuals of a group for the 
accomplishment of organisational goals. 

4. Providing guidance: A good leader guides the subordinates 
and is available for advice whenever they face any problem. 

5. Building employees’ morale: A good leader builds 
employees’ morale, which in turn ensures high productivity 
and stability in the organisation. 

6. Facilitating change: Dynamic leadership is the comer stone 
of organisational change. A dynamic leader can facilitate 
change, as he is able to overcome resistance to change on the 
part of the employees. 

Qualities of a Good Leader 

A leader to be effective must possess the following basic 



qualities. 

1. Intelligence 

2. Initiative and creative ability 

3. Power of judgement 

4. Vision and foresight 

5. Mental and emotional maturity 

6. Flexibility 

7. Technical competence 

8. Self-confidence 

9. Human relations attitude 

Leadership Styles 

Leadership style refers to a leader’s behaviour. Behaviour 
pattern which the leader reflects in his role as a leader is often 
described as the style of leadership. It is the result of the 
philosophy, personality, and experience of the leader. It is the 
art or process of influencing people so that they contribute 
willingly towards group. The important leadership styles 
are described below. 

I. Autocratic or Authoritarian Leaders 

Under the autocratic leadership style, all decision-making powers 
are centralised in the leader as shown in Figure A. Such leaders 
xxxxare dictators. They do not entertain any ‘suggestions, or 
initiative from subordinates. They give orders and assign tasks 
without taking subordinates into confidence. Such leaders 
generally attract the hostility of the subordinates. 

The autocratic management has been successful as it provides 
strong motivation to the manager. It permits quick decisionmaking 
as only one person decides for the whole group. In 
industry this style is quite common and has been successful in 
such situations where subordinates are reluctant to take 
initiative. 

II. Participative or Democratic Leaders 

The democratic leadership style favours decision-making by the 
group as shown in Figure B. Such a leader gives instructions 
after consulting the group. He can win the cooperation of his 
group and can motivate them effectively and positively. Thus, 
the number of complaints, employees’ grievances, industrial 
unrest and strikes can be reduced. 

The decisions of the democratic leader are not unilateral as with 
the autocrat because they arise from consultation with the group 
members and participation by them. 

III. Laissez Faire or Free Rein Leaders 

A free rein leader does not lead, but leaves the group entirely to 
Itself. Such a leader allows maximum 



freedom to subordinates. They are given a free hand in deciding 
their own policies and methods. Here, the leader acts as an 
umpire and coordinator of information. This type of 
leadership style is also kn own as the ‘permissive style’ of 
leadership, where there is least intervention by the leader, 
abdication of authority and letting the group cooperate entirely 
on its own. This type of direction can produce good results if 
the subordinates are highly educated. 

Free rein leadership style is considered better than the 
authoritarian style. But it is not so effective as the democratic 
style. 

The managerial/leadership grid 

The managerial grid model (1964) is a style leadership model developed by Robert R. Blake and 
Jane Mouton. 
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■ The indifferent (previously called impoverished) style (1,1): evade and elude. In this style, 
managers have low concern for both people and production. Managers use this style to preserve 
job and job seniority, protecting themselves by avoiding getting into trouble. The main concern 
for the manager is not to be held responsible for any mistakes, which results in less innovation 
decisions. 

■ The accommodating (previously, country club) style (1,9): yield and comply. This style has a 
high concern for people and a low concern for production. Managers using this style pay much 
attention to the security and comfort of the employees, in hopes that this will increase 
performance. The resulting atmosphere is usually friendly, but not necessarily very productive. 

■ The dictatorial (previously, produce or perish) style (9,1): control and dominate. With a high 
concern for production, and a low concern for people, managers using this style find employee 
needs unimportant; they provide their employees with money and expect performance in return. 
Managers using this style also pressure their employees through rules and punishments to 
achieve the company goals. This dictatorial style is based on Theory X of Douglas McGregor, 
and is commonly applied by companies on the edge of real or perceived failure. This style is 
often used in cases of crisis management. 

■ The status quo (previously, middle-of-the-road) style (5,5): balance and compromise. 

Managers using this style try to balance between company goals and workers' needs. By giving 
some concern to both people and production, managers who use this style hope to achieve 
suitable performance but doing so gives away a bit of each concern so that neither production nor 
people needs are met. 

■ The sound (previously, team) style (9,9): contribute and commit. In this style, high concern is 
paid both to people and production. As suggested by the propositions of Theory Y, managers 
choosing to use this style encourage teamwork and commitment among employees. This method 
relies heavily on making employees feel themselves to be constructive parts of the company. 

■ The opportunistic style: exploit and manipulate. Individuals using this style, which was added 
to the grid theory before 1999, do not have a fixed location on the grid. They adopt whichever 
behaviour offers the greatest personal benefit. 

■ The paternalistic style: prescribe and guide. This style was added to the grid theory before 
1999. In The Power to Change, it was redefined to alternate between the (1,9) and (9,1) locations 
on the grid. Managers using this style praise and support, but discourage challenges to their 
thinking. 


CONTROL 

Controlling consists of verifying whether everything occurs in conformities with the plans adopted, 
instructions issued and principles established. Controlling ensures that there is effective and efficient 
utilization of organizational resources so as to achieve the planned goals. Controlling measures the 
deviation of actual performance from the standard performance, discovers the causes of such 
deviations and helps in taking corrective actions According to Brech, —Controlling is a systematic 
exercise which is called as a process of checking actual performance against the standards or plans 
with a view to ensure adequate progress and also recording such experience as is gained as a 
contribution to possible future needs.! According to Donnell, —Just as a navigator continually takes 
reading to ensure whether he is relative to a planned action, so should a business manager continually 



take reading to assure himself that his enterprise is on right course.! Controlling has got two basic 
purposes 

1. It facilitates co-ordination 

2. It helps in planning 
Features of Controlling Function 

Following are the characteristics of controlling function of management - 

1 . Controlling is an end function- A function which comes once the performances are made in 
conformities with plans. 

2. Controlling is a pervasive function- which means it is performed by managers at all levels and in 
all type of concerns. 

3. Controlling is forward looking- because effective control is not possible without past being 
controlled. Controlling always looks to future so that follow-up can be made whenever required. 

4. Controlling is a dynamic process- since controlling requires taking reviewal methods; changes 
have to be made wherever possible. 

5. Controlling is related with planning- Planning and Controlling are two inseparable functions of 
management. Without planning, controlling is a meaningless exercise and without controlling, 
planning is useless. Planning presupposes controlling and controlling succeeds planning. 

The Control Process 


1 . Establishment of standards- Standards are the plans or the targets which have to be achieved in 
the course of business function. They can also be called as the criterions forjudging the performance. 
Standards generally are classified into two- 

a. Measurable or tangible - Those standards which can be measured and expressed are called as 
measurable standards. They can be in form of cost, output, expenditure, time, profit, etc. 

b. Non-measurable or intangible- There are standards which cannot be measured monetarily. For 
example- performance of a manager, deviation of workers, their attitudes towards a concern. These 
are called as intangible standards. 

Controlling becomes easy through establishment of these standards because controlling is exercised 
on the basis of these standards. 

2. Measurement of performance- The second major step in controlling is to measure the 
performance. Finding out deviations becomes easy through measuring the actual performance. 
Performance levels are sometimes easy to measure and sometimes difficult. Measurement of tangible 
standards is easy as it can be expressed in units, cost, money terms, etc. Quantitative measurement 
becomes difficult when performance of manager has to be measured. Performance of a manager 
cannot be measured in quantities. It can be measured only by- 

a. Attitude of the workers, 


b. Their morale to work, 



c. The development in the attitudes regarding the physical environment, and 

d. Their communication with the superiors. 

It is also sometimes done through various reports like weekly, monthly, quarterly, yearly reports. 

3. Comparison of actual and standard performance- Comparison of actual performance with the 
planned targets is very important. Deviation can be defined as the gap between actual performance 
and the planned targets. The manager has to find out two things here- extent of deviation and cause 
of deviation. Extent of deviation means that the manager has to find out whether the deviation is 
positive or negative or whether the actual performance is in conformity with the planned 
performance. The managers have to exercise control by exception. He has to find out those 
deviations which are critical and important for business. Minor deviations have to be ignored. 

Major deviations like replacement of machinery, appointment of workers, quality of raw material, 
rate of profits, etc. should be looked upon consciously. Therefore it is said, —If a manager controls 
everything, he ends up controlling nothing. 

Once the deviation is identified, a manager has to think about various cause which has led to 
deviation. The causes can be- 

a. Erroneous planning, 

b. Co-ordination loosens, 

c. Implementation of plans is defective, and 

d. Supervision and communication is ineffective, etc. 

4. Taking remedial actions- Once the causes and extent of deviations are known, the manager has to 
detect those errors and take remedial measures for it. There are two alternatives here- 

a. Taking corrective measures for deviations which have occurred; and 

b. After taking the corrective measures, if the actual performance is not in conformity with plans, the 
manager can revise the targets. It is here the controlling process comes to an end. Follow up is an 
important step because it is only through taking corrective measures, a manager can exercise 
controlling. 

SPAN OF CONTROL 

Span of control or span of management is a dimension of organizational design measured by the 
number of subordinates that report directly to a given manager. This concept affects organization 
design in a variety of ways, including speed of communication flow, employee motivation, reporting 
relationships, and administrative overhead. Span of management has been part of the historical 
discussion regarding the most appropriate design and structure of organizations. 

FACTORS THAT MAY AFFECT SPAN OF CONTROL 

While early discussions of span of control often centered on pinpointing the optimal number of 
subordinates, a number of factors may influence the span of control most appropriate for a given 
management position. Assuming that all other aspects of a manager's job are the same, these factors 
would likely alter the span of management as follows: 

1. Job complexity. Subordinate jobs that are complex, ambiguous, dynamic or otherwise complicated 
will likely require more management involvement and a narrower span of management. 



2. Similarity of subordinate jobs. The more similar and routine the tasks that subordinates are 
performing, the easier it is for a manager to supervise employees and the wider the span of 
management that will likely be effective. 

3. Physical proximity of subordinates. The more geographically dispersed a group of subordinates the 
more difficult it is for a manager to be in regular contact with them and the fewer employees a 
manager could reasonably oversee, resulting in a narrower span of management. 

4. Abilities of employees. Managers who supervise employees that lack ability, motivation, or 
confidence will have to spend more time with each employee. The result will be that the manager 
cannot supervise as many employees and would be most effective with a narrower span of 
management. 

5. Abilities of the manager. Some managers are better organized, better at explaining things to 
subordinates, and more efficient in performing their jobs. Such managers can function effectively 
with a wider span of management than a less skilled manager. 

6. Technology. Cell phones, email, and other forms of technology that facilitate communication and 
the exchange of information make it possible for managers to increase their spans of management 
over managers who do not have access to or who are unable to use the technology. 

The trend in recent years has been to move toward wider spans of control to reduce costs, speed 
decision making, increase flexibility and empower employees. 

However, to avoid potential problems of wide spans of control, organizations are having to invest in 
training managers and employees and in technology enabling the sharing of information and 
enhancing communication between and among managers and employees. 



